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This paper is about thke problems of organizational structura
(thz relatednoss of roles) and function (goal oricnitnd actien) of
the educational sysvem at the local level in Venozuzla., Colent-
ing this stddy was the general hypothecis thut the particular or-
ganizational structure wtilized at the local Jevel tends to cruﬁ~e
dysfunctional forces which empade  the naximizition of  goal

achievemzint.

The study is cast in the frawecwark of social systons theory,
{therefore, the locsl school bLrenches are vicued as fubsystems in-
teracting within e greater system (the Ministry of Education).
The Ministrﬁ,'in turn, is interacting with the surrounding societvy.
The effect of strunture on three social system prucesses is ana-
lyzed: (1) imput, output houndayy exchanges; (2) system produc-
tion; and (3) thz use of focilitievs, The study is not an exer-
cise in theory building, but it doms use existing thzory to ex-

plain and predict.

The uriter used tha typicsl field rescareh desicn enployzd

when studying crganizational structure end function; that is,

(1

document enalysis, obscrvation, and intervieuvs.
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The study took place in the rapidly growing industrial city
of  Ssnto Tomé de Gozjanag, otherwuisc known as Ciludad Guayana.
The conclusions drawn from this study huve not been tested in
other cities of Venzzuerla. The writer believes, however, that
generalizing thz findings to other urbon areas ot the netion
would not be tno dengersus becsuse all cities in Venezuela waii-
tain the seme orgatazational structurc for their educationat

subsystems.

An Organization as 2 Socizl Systen

In social systems theory, an orgenizution is generslly do-
fined as "... @ set of stable social relations deliherately creat-
ed, with the exnlicit intention of continuuusly accomplishing

n(2)

some specific goals or purposes. Beceuse an organization iso
made up of goal oriented interacting human beings, it is a so-
cial system. The sncial sysiem under enalysis is the educational

systam in Venezurla.

An organizationn is cbmpnsed of subsystems ant systems ubich
are embedded in 8 suirounding environmental systen. Subsystews,
systems, and environmental systems cennot be fully uncerstood
without taking into sccaunt the interrelationships of exch. In

this paper the major focus will be placed on the interrrelation-

F]



ships between three subsystems (educational branchas) thet exist
at the loczl level in Venecuela. Emphasis will also be pleced
on the relationships nf these three subsyste s 1ith thez surrousd-

ing environment.

The relationship with the surrAunding environnent is essen-
tial because, as Parsons points out, "The ettainment of a qoal
is defined as a relation between a system (in ihis case a sociael
system) end the relevant parts of the extarnsl situation in which
it acts or o,ezrates. This relation can bie conceived as the maxi-
mization, relative to the relevant conditions such as costs and:
obstacles, of some category of output of the system to objects

()

ar systems in the external situation." In other words, goel
atteinment cennot be reached unless the system produces some

identifiable output which becomes an input for unother system.

Goal attainment, hosever, is not an shesolute in the sense
of vYall or none." Implicit in gna% attzinment is & gradation
from minimum to maxinum. Qﬁality, quantiiy and tLype are three
characteristics (relative to relevent conditions such as vosls
and obstacles) that contribute to the degree of goal attainment.
The receiver sysiem is ultimately the ane which signals the de-

gree of gual attsinment achieved by the producer system.

In this study the ocutputs ara the students who graduate

4



from the educatisnal cubsvstems in Ciudad Guayena. The systems
receiving the educational outputs are institutes of higher learn-

iny or business and industry,

An educational system with outputs must have inputs. Tn this
study the oniy irputs considered will be studenis enrolling in
the various subsystems. Input and output are, in effect, boun-

dary exchanges with other systems.

In order for a systen to e aware of what the "nzeds” of the
environment are, it must rely on a pracess of nogoative feedbarck.
vhat is, "Infomnation of a negative kind which cnables the sys-

e

tem to correct its deviations from course. The course is
sgt by the environmental need. Negative feedback enables a sys-
tem to evaluate its product and methods of creeting that product.
The required adjustments can then bz made. In this paper the
process of negative feedback includes the tochnigques used by the
local educational subsystems to gather information on stu-

dent placement, the acceptability of student output, and the

"peeds" of universities, busiress, and industry.

After entering the educaetional system, ihe student goes
through a production system and is eventually converted into an
output. The production system is basically the teacher-student

relationship., The curriculum as a tool of “learning experiznce"

»
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will be the part of the production system which is analyzed in

terms of its relaticnchip Lo structure.

Social systems theory is basicelly concerned with bhumen re-
lationships rather than the constart attributes of physical fa-
cilities. However, fucilities are éxtrcmaly important vhen it
is taken into account that role performence is often dependent
on the presence of certasin facilities. In the words of Parsons
g1.d S5hils, "Facilities thps are objects of orientation which are
actually or potentially of instrumental significance in the ful-
fillment of role-expectations. They mav consist of physical -
jects, but not necessarily .... In the sare sense that we speak
of tho rights to the action of others and the gbligations to per-

form the autions experted by gthars, the f'ecilities which are ne-

cegsary roies are likewise the objects of rights and obligations."(

The relationships between etructura and the use of tuo types
of facilities will be explored. OCOne type of facility will be the
physical inventory material found in the schounl subsyetems. The
other type of facility will be the "rights %o the action of
others."™ In this case the ¥rights" to the action of certain

educational specislists.

(9]
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Organizagtignal Structure :

Social systems ars nada up of humon beings vho, within ihe
context of a role, interact with each other in well defined pat-~
terns. Each role is elaborated in terms of, amang other things,
task respon;lbility and decision-nsking authority. A hierarchy
is established in the system and is distinguished by varying de-
grees of suthority and responsibility. The relationship hetueén
rales, and the dynenic of. this relationrhip, is pabterned and
controlled by elemznts such as zutharity, norms, comnunication,
knowledge, rank, etc. The celationship betueen rules is refer-

red to as structure.

The entire Venezuelan educational systen has @ structure,
and eo do the individual subsystcems in Ciudad Guayana. The sub-
sysiems in Ciudad Guayana are dependencies of the Ministry of
Education. This dependence is well defined by norms and expec-
tations, eand in many situations the sulisystems would be unable
to function without the Ministry initiating the sution (mzking

the decisjons). In other instznces the subsystens would be oble

" to act without the Ministry initiating the sction. In this pa-

O

per, processes will be examined which have a minimun deppndence
on the Ministry. In this way the Ministry is held as constant

as possible.

RIC
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Interdependence vs. Functienal Autonomy of Subsvoiens

Social system theorv is based on the view that subsystcems
are related to systems which make up greater systems. Tho de-

pendence of the relationships, howcver, vories with eoch system.

The students, for exemple, depend more ca the teachers for learn-

ing expcriences then they do on the janitors.

Thus, there are degrees of interdependence betuween social-
systems. Goldner states that Ysystems in which parts bave @
'high' functiounsl autonomy may be reparded as having a 'lou' de-
gree of system interdependence; conversely, systems in which parts
have 'low' functional sutonomy havé a 'high' degree of system in-

(6)

terdependence."

The concep%t of functional sutonomy is usually used with re-
spect to the degree of interdependence between a subsystem and
its "parent" system, for example: the Interdependence of & branch
depertment store &nd the central office, or a school district and
the Ministry of Education. In thia study, the concept of func-
tional autonomy wil} be used to 111u§trate the interdependance
of educational subsystems. In specif;c, the three educational

subsystems in Ciudad Guayana.

Interdeperdence of subsystems can poscass the character of

forme’ structural interdependence or informal 4interdependence

a



based on working relationships. There is also the csso where the
subsystzms have no interdepentence vhatever even thouph they are

part of the same svstem.

FIGURE 3 FIGURE 11 FIGURE 111
Formal Structural Informal Intercdepen-

Interdeprndence . dence lin Intr cependencs

- e e

N l ] l__
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Figure T represents two subsystems that possess thie charac-
ter of formol strictural interdependence. They ure linked togeth-
er by e role which supersedes the suhsystem boundaries. The su-
perortinate role "1is in & hierarchical position to contrel and
coordinate the behavior of the members of the two subsystenms.

k)
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Boundaries beiween the subsystenis tend to be lo ihus permitting,
and often requiring, a high level of intersction. Activity in
one subsysten tencs to have a consequence for th: oiher, " here-
fore, coordination is essentisi. The vertical o¢ovow i.dicates
that ore line of authority esteblishes the formal intordependence

between the suboysteowms and the greater cysten,

Figure II has no role in the structurz which supevsedes the
subsystewm boundaries, nevertheless, the horizontal oriows indinv
cate that a certain degrz2e of interdependence exists. The intei-
dependence in this caso is infﬁrmal and not imposed structurally
as is the case in Figure I. The interdependence 3s voluntary and
to a great extent Uz2pends on effective patterns of cunmunications.
The vertical arrows indicate that there are two lines of authority
establishing formal interdependence betwecen the subsystems and

dgifferent segments of the greater systemn.

Fipure III represents two subsystems which are functionally
sutonomous with no interdependence whatsocver. There are no
roles in the structure which supersede branch boundaries. The
lack of horizontal arrows indicate that ry informal patterns of
interaction exist. It cannot be assumed that the two subsystems
would not benefit from colleboration, coordination, end communica-

tion, only that no such interaction is takiny pluce.

O
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of the Greater Systen

Ciuded Guayana is the fastest growing city in Venezuele. In

1969 the population passed 115,000 and was growing at a rate of

city (as well as avery other city in Venszuela) is wede up

three educstional

subsystems:

(7

spproximately 13 per cent per year,

)

The

school system in the

of

primary, middle acadewmic (liceon),

and middle vucational (technical-industrial and commarcial).(g)

FIGURE IV

Organizationa) Structure of Educational Branches

MINISTER l

—

Director of Pri-
mary Education

irector of Sec-

Regionzl
Supervisor

District
Supecrvisor

l

Schuol
LDirectnr

Teachers

B AL —

D -
[~;ndarv Educetion

Regional
Supervisor

-— — p—

School
Director

|

A .

Teacher;—1

Di-ector of Vo-
cational Education

1

fRegional
Supervisor

|

N N

Schocel
D1Tertnr

s |

)

Teachers

o

19

T2nan
AxasTuTy

Tansy
TeuDtbay

T3naT
(1e207)



- 11 -

As Figure IV indicates, the 33 primarivschoals,in Ciudad
Guayana form 2 school district. Each primary school has a di-
rector who is the maximum eulhority within the schosl. The 33
schools have a district supervisor who is the maximum authority
for primary education at the locsl level. The district super-
visor'‘s office is in Ciudad Guayana. The 33 primery schools and
the district supervisor form a3 subsystem which is dependent on
the regional supervisor for primary education. His office is lo-
cated in a city approxima%ely 100 miles fram Ciudad Guayana. The
regional supervisor is the maximum euthority over several primary
school districts in the region. The next hither role is the na-
tional director of primary education wiwse office is located in

the Ministry of Education in the capital city.

The two iiceos in the city each have directors who are the
maximum suthorities within their pwn schools. The liceos form

(9 This subsystemn is dependent

another subsystem in the city.
on a regional supervisor whose office is in the same city as that
of the regional primary school supervisor. These tuo offices
are not 1linked structurally st the Iegionél level. The next

higher level is ths national director of secaondary education

whose office is in the Hinistry of Education.

The vacational schools of the city also form & subsysten.

They sre dependent on a regional supervisor uhose office is
4

11
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located epproximately 300 niles from Ciudad Guayana. The next
higher level is that of the director of vocetional - education

whose office is in the Ministry of Education.

The Ministry of Education is the highest hierarchical level
in the national educuationsl system. The Minister of Education

is dependent on the President of the Republic of Ucnezuela.(lm)

Formal Functional Autonomy of Subsystems

Figure IV illustrates that there are nu structural linages
between the educational branches at the local level. (Henceforth,
the terms branches and subsystems will be used interchangeably
when referrinpg to the local level.) That is, no role exists at
the lecel level which supersedes the boundaries of primary, li-
ceo end vocational subsystems. Therefore, they are structurally

asutonomous with no formal system interdependence {as illustrat-

ed in Figure I1I). One of the first stups taken in this study
vas to determine whether or not informal interdependance exist-

ed between the branches (as illustrated in Fipure 1I).

Informal Interdependence

Separate interviews were held with the maximum suthoritlies

within each subsystem, as well as with all the primary school

12
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directors. Only the most revealing responses are reparted here.
The principle question asked was: Houw often do you meet with edu-
cational leaders of other branchus in order to coordinate acti-

vities or discuss problems of mutual interest?

Liceo Director. %I never see the district supervisor of pri-

mary education. We have nothing to see each other about. There
seems to be a divorce between the educational branches in  thisg
city. No one seems to be interested in establishing relations.

It's unfortunate but that's the way it is."

Primary School Director. "I see them [hldule school direc-

torg? from time to time, but we almost never %{alk about our work,
None of them ever rome here to talk sbout the primary schools.

The last time 1 was at the Technical—Industriai School uas when

it was inaugurated.”

Director of Technical-Industrial School. "The District Su-

pervisor of Primary Education has never been to this school dur-
ing the five years nf its existence. There is no policy of co-

ordinavion between any of the brancies in ihis city.”

irector of & Primary Schoul. ™ I never meet with the liceo

— e TS e

or vocational people beceuse we have nothing in common.”

Liceo Professor. "Four vears ego sone of us invited a group

»

13
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of sixih orade teachzrs to attend z meeting at which ue wanted
to discuss some of the acatlemic week points ue ubsérved in pri-
mary school gradustes. Ue wanted to find 2 way to cooperate with
the teachers so that the problems would be reduced. fibout 20
sixth grzde teachers showed up. They became angry hecause they
thounht tha* we were implying that they were not daing their job.

That ended our first and last attempt.”

In short, the writer‘concludes that the educationsl subsys-
tems in Ciudad Guayana have 8 character of low interdependence in
a formal and informsl sense. The writer could find no pattern--

ed interaction existing between the subsystens.

Relationship of Orgarizational Structure iﬁ Input and Output

The
Boundary Exchanges.

It nas been determined that within the context of structure,
the tiree educational subsystems have a character of high func-
tional autonomy.(ll) The next step is to determine the effect
that this particular orginizational structure has on spacific

educational processes. In other words, ihat is the effect of

structure on function.

The tirst guestion concerns the effect of strucure on spr-

cific input, output boundary exchanges. That 1s, the effect of

14
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structure on the students coming into and leaving thc stbsystens.,
The process of students entering the subsystems will be referred
to as enrollment planning. The process of siudent leaving the
migddle school subsystems 1will be referred to as placement. Stu-~
dent dropout will not be considered. Enrollment planning in the
secondary schools will bec considered before the process of enroll-

ment planning in the primary schools.

Enrollment planning for the social demand of education is t
conducted in Ciutiad Guavena by the leaders of each subsystem.
Three months prior to the begiﬁning of esch school year the lo-
cal branch leaders submit requests to the Ministry of Educaticn
for more teachers. These requests ere based on the number of
students that are expected to enroll in the distinct subsystems.
Based on this information, the Ministry of Education makes a de-
cision on the number of teachers io be sllocsted to each subsys-
tem., The local subsystem leaders do not make the allocation
declsions on the enrollment plans, but thzy do prepare the plans.
How are these plans prepared, and how does structure affect the

preparation?

Liceo Director. “Planning for new students is usually bas~

gd on the enrallment of the previous year. The Ley de Educacifn,
ZEducational 1397 says thot we must admit every qualified sixth

grads graduats who wants to enroll. This school year /1968/19697
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many more students enrciled than we had anticipated. Some of
the classes had Up to 116 students /Normal class size is 45
studentg?. Aboui tuo months  passed beforz the new teachers

grrived.*

During the interview the writer had a copy of the sixth
grade primary school enrollment. UWhen the Liceo Director saw
the enrollment figures, he reported that he had not koown that
such a document existed. He stated that in the past nhe had

never gone to the primary school supervisor to ask him for in-

formation on enrollments.

Supervisor of Primary Education. "They /middle school di-

rectorg? never come here and ask for information on our enroll-

ments.”

Liceo Director. "At our Liceo we sometimes ask the direc~

tors of the nearby primary schools for figures on their sixth
grade enrollment. Ue calculate that this liceoc will receilve
about 60 per cent of them. UWe do not coordinate our work with
any of the other middie schools. Actually, our technique is
not very scientific. We don't know what to expect twa years
from now, let slone five years. No enrollment projections arc
calculated intu the future. UWe don't know anything about the

demographic growth pattern in th.s city. 1 doubt that they

16
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even know anything at the Ministry about the growth pattern of

thi  city."

The technique of enrollment planning cmployed in the primary
school subsysiems is basically the same uszd in the middle school
subsystems, Planning for the First'gradn enrollment is hased on
the enrollment of the previnus year. A pre-egnrollment is held
in the primary schools, bul this is basicelly designzaC to ensure

places for students who are already in the subsystem.

The writer found that errors in enrollnent planning were

often made et individual) primary schools.

Primary School Director. "This year I had to turn away at

least 300 children who wanted to enroll. More arrived than we
had anticipéted. It's not 31 question of epace because we have

5 empty classrooms. Ue don't have the necessary teachers."

In & classroom ntilizatlon study the wriiter found over 60
empty classrooms in the primary schools. This figure is signifi-
cent in the light of the fact that spproximetely 20 per cent of
the children of primary sﬁhool aoe are not enrolled. Part of
the problem is & reluctance of the Ministry to sppoint all the
teachars requested. The reluctsnce to gppoiﬁt teachers can be
attrlbdted partially to the insecurity the Ministry feels over

adopting the enrollment plans.

17
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In cum, the existence of an organizational strgnture which
provides for high functional autonomy and low interdependence of
subsystems has the effect of creating a fragmented rather than
coordinated planning behavior. Each subsysten tends to approach
its planning task from an "individual entity® point of view. The
educational leaders do not view the subsystems as connecting

links in a netwark af schools.

No one at the local level feels responsible for coordinat-k
ing student input betwzen subsystems. No one feels responsible
to consider the demogrephic orowth pattern of the city and traons-
late this into projections on the future need for students space,
teachers, equipment and schools. RNo ﬁne at the locsl level can
manipuletz rewards or punishments as mativation devices to in-
guce collaboration. In brief, no ore is responsible for vieuing

enrollment planning as an integrated process for all three sub-

systems in the city.

The fregmented planning behavior tends to create a dysfunc-
tional force which impedes goal attainment because af difficul-
ties many students encounter as they try to cross subsystem boun-
deries. the difficulties might manifesi themselves in anything

from overcrowded classrooms to complete rejection of students.

A simple V"if - then"'hypothesis predicts the conseguences

‘of a changs 4n orgenizational structure. If high functional
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autonomy of subsystems leads to fragmented planning behavior, then
high interdependence of subsystems will leed to integrated plan-

ning behavior.

The new organizationzl structu?e might take the form illustrat-
ed in Figure I. The role which suprrsedes subsystem bouédaries
is in a hierarchical position to control and coordinate the behea-
vior of members of the three suhsystems. The role incumbent 15
in @ position which requires him to draw together an integratcd:

enrollment plan.

The prediction does not suggest that mcre sophisticated stra-
tepier of enrollment plenning will ensue. Technique is a mat-

ter of training rather than structure.

The other dimension of boundary exchange is student output.
In this study, student output is considered to be placement. Be-
cause the labor law in Venezuele states that indivicuals under
18 cennot obtain a work permit, only placement from the middle

schools will be considered.

The interdependence of systems in this case. will refer to
the relationship of the middle school subsystems to that of the
surrounding environment. The surrounding environment refers 1o

thosse systems which need s8s inputs those outputs coming from the

19
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middle school subsystems. The environmental systems include

business and industry as well as institutes of higher learning.

Two important orgenizationsl characteristics are associat-
ed with student output. As mentioqed previously, goal attain-
ment cen only be achieved if the output of the educational sys-
tem becomes an input of the environmental system. Just produc-

ing an output is not enough.

The second importan£ organizational characteristic thut isg
associated with placewment is pegative feedback. Negative feed-
back is necessary to inform a system as to how well its output
is being received by other systems. Also, negative feedback
gives guidance to the edjustments necessary to bring the out-

put back into accord with the environmental need.

In a formsl sense, the middle schoul subsystems are func-
tionally sutonomous from the employment systems and university
systems. No formal roles exist at any hierarchical level which
éupersedes these branch boundaries. That, of course, 15 to be
expected. The key step at this point is to determine the de-
gree of informal system interdependence that exists. That is,
tha degree of coordination, collaboration, and communication

that exists between the systems in question.



The writer interviewed toe niddle school directors o deter-

nine the nature of the placement process.

Liceo Director. "The liceos are designed to prepare students

for further academic training at the universities or pedagagicsal
institutes. The liceo isn't intended to prepare students to en-
ter the labor force after they graduate from here. Afier gradua-
tion, we don't know what happens to our students. U2 have never
conducted any studies to determine how many actually go to the
university or how many end thai; education end find jobs. The
liceo doesn't play a very active role in assisting the graduate
to find schalaerships for further study. UWe dan't have specific
information about the universities to show our students. Actual-
19, we have very little direct cnntact with the universities in

the country.®

Director of the Industrial-Yechnical Institute. "This in-
stitute does not have a placement section. Sometimes our instruc-
tors try to help their studénts find Jobs, but that is on a
voluntary basis. Ue have never conducted a study to detiermine
how many of our graduates find work, or the type of work they
receive. Information as to what happens to our graduates would

be helpful, but we aren't expected to gather it."

Little visible interaction takes place between the systenms

4
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in question. The low interdependence of systens rieans that the
producer-output systems and receiver-input systeas can function
without directly tsking the other into consid.ration. As a re-
sult, no information becomes available to the schools which re-

flect on the degree of goal attainment.

Under conditions of high functional autenonmy and lot inter—
dependznce a dysfunctional chain of events develops. Because
the educational subsystem; do not concern themselves with place;
ment, they feel under no pressure to investigate what happens
to their gradua*es. As a result, the educational subsystens
receive no negative feedback as to whether or not the graduaies
are received as 1nﬁuts in other systems. Therefore, no nega-
tive feedback is available as to the efficiencies and deficien-
cies of graduates. This being the cese, the educational sub-
systems are unable to make adjustments in their training pro-
grams which would have the effect of making the graduates into

more adequate inputs for the receiving systems.

If the low level of interdependence between the output pro-
ducer subsystems and the input receiver systems is modified to
a higher level of interdependence, then a greétar amount of ne-
gative feedback will provide a measure of the degree of goal
attainnent and orovide guidance for the desired changes in the

procuction process.of the educaetional subsycster.

4
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The Effect ot Structure on System Pracuction

This secticn of the paper concerms the effect of organiza-
tional structure on the preduction process of subsvstams. In this
case, the productiun process refers to the learning experience
which is ® direct resul} of the teaéher—student relationship. In-
tegrating end directing the learning experience is the curricu-~

lum.

The cencept of curriculum has been defined ss a plan for
learning which kas been buili around & learning thecry and
oriented to the needs of a specific society. The society in-
cludes both the student and the surrounding envirenwment. A cur-
riculum is on instrument of at least three dimensions. The pri-
mary dimension is the plar:.:d 1éarning experieﬁcc, and the sup-~

porting dimensions are content and teaching stratepgy.

The notion of "eurriculur continuity" suggests that the
plen for learning expefiences begins at the first grade of pri-
mary school nnd ends at the final grade of middle school. Ths
curriculum is thought of as a "whole," and each individual unit
contributes to the whole. It is made up of an ever expanding
body of interrelated principles, concepts, generslizetions, and
content, Curriculum continuity does not suggest that the plan

fnr learning experlences is a rigid, lock step procéss. Cn the

s
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cantrary, it is an "open” plan being revised continually with the
objective ef taking into account more adequately the chunging

(12)

needs of the specific culture in question.

The guestion at this point of the study concerns the rela-
tionship between the particular orgenization structure oé the
educational subsystems at the local level and the process of
curriculum cbntinuitv. Eavlier it was demonstrated that in a
formal sense the three educational subsystems in Ciudad Guayanaw
are functionally autonomous. The analysis of the relatienship
between structure and productioen requires en understent .ng of
the degree of informal inturdependénce betuween the three subsys-

tems with reference to curriculum continuity.

Central to curriculum continuity is the tﬁought that each
individual acadeﬁic unit fits into the fabric of the whole and
contributes to the development of the whole. Thus, the learning
experience is continually eriented toward coming experiences and

is designed to prepare the student for them.

A clue to the level of curriculum.cohtinuity existing would
be the degree to which the primery school teachefs have a clear
understanding of the middle échool curriculums. This understand-
ing is Important bécause of the significant role the primary

. sciool teacher play in orienting the sturdents toward thedr future

&
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academic and uccupationul careers. I7 the primary schoel teachers
da not have a cleer understanding of middle school learning ox-
periences, then a low level of curriculum continuity exists bet-

ween the subsystems.

The writer was unable to find ény patterned process by which
the primary school teachers were informed aboui the middle school
curriculums {and vice versa). 0On the contrary, many indications
were found to suggest that the primary school teachers are quite
uninformed. These indications can be classified in terms of in-

formation exchange, personnel contact, and formal education.

Liith reference to information exchange, the district super-
visor of primary education reported, "We never receive any books,
documents, or panphlets of eny kind which refer to the academic

process of the middle schools.®

The lack of information exchenge can be very significant.
At the beaglnning of the 1969/1970 school year, for example, %he
first three years of the middle sthool ac&demic pProgicn was re-
vised. (13 The primary school rfapervisor reported that, "Ue
haven't reneived a copy of the rew curricuvlum, and we haven't
" been asked tn tzke it into account.” The vriter was unzble to
£ind copies of the old or ncuw middle sﬁhnul curriculums in any

of the primary schools,
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In terms of personnel centact, a liceo director reported,
"The primary school teachers never come io visit us. OQur tuo

branches seem divorced of contect betuszen the teachers." The

?_ primary school supervisor stated, "Our teachers don't know a

;

great deal shout the middle school programs. Contact betwsen

the branches 1is usually on a personal rathzr than professicnal

level." One primary school director put it blunily. "Ye don't
know what is coing on over there /iiddle schools?, anu they |
don't know what is going on over here lﬁrimary schoulg?." With
reference to formal education, it was found that the primary
school supervisor, the directors, and the teachers sttenced
normal schools; therefare, few have had personal experience as

students in middle schoolse

The teachers of the thres subsystems are not interacting
in & way to provide systematically information sboui various
aspects of the "whole® currirulum. Lacking an underctanding
of the curriculum aé a whole, the teachers are hindered in their
sbility to project the learning experience Jorward and back~
ward through ths grades. Each academic unit is seen as a value
in itself rather than for what it contributes to the whole cur-

riculum.

What is the effect on the “learner" when the primary school

teachers ability to project learning experiences is trunczted

.
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at the boundary betueen primary and middie schools? © Think of
the student s e decision mzker {rying to plan his educational
career. March and Simon point out, "The urganizational and
social environment in which the decision maker finds himself
tetermine what consequences he will.anticipate, what ones he
will not; what alternatives he will consider, what ones he will
ignore.... Choice is slways exercised with respect to a limit-
ed, approximate, simplified 'moael' o’ the real situation....

{
the chooser's .... ‘definition of the situation.' " (14)

The primary teacher plays a significant role in devclopingv
the "model® that the student obtains of the "real situation.”
In Ciudad Guayana the primary teachers lack specific knowledge
sbout future learning experience of students. This situation
can impinge eppreciably on the “chooser's definition of the si-

tuation.”

Even though a standardized curriculum is used in Venezuela,
the curriculum can be enriched and the teaching strategles im-
proved. The functional eutonomy betueen educatlonal eubsystens
inhibits thé primary teachers from receiving "enrichment inputs®
as well us Naw 1deés of teaching ctrategy from the middle schocl
subsystems. In this instance, a8 tendency toward "closed" rather
than "open” curricﬁlun is the result.

3
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In terms of learning experience, therofore, thg low interde-
pendence of suhcystems tends to create dysfunptiohal forees which
impede the maximization of goal attainment. The high functional
sutonomy of subsystems reduces the level of curriculum continuoity
getween suhsystems. The teachers of any one subsystem are not
well informed of the leariing experiences that the students will
receive in other subsystzms. The student as a decisinn maker,.
therefore, receives a8 more simplified and limited perspective of
his future academic experiences than he would if there were a
higher level of interaction belw=zen the teachers of the various
subsystems. The limited and simplified perspective ot future
academic exreriences can impinge on the capability of the stu-

dent ta select his future academic ard career goals.

If a structural change were made which provided fo ' a nigh
1nterdapenﬂence of subsystems (by creating a role which super-
sedes branch bouvndaries), a controlling and coordinating macha-
nism would be present to draw the teachers of the three subsys-
tems into an intellectusl confrontalion with the total curri-
culum. An appropriate hypothesis leading from the above situsz-
tion 1s that a structural chénge from & low tu high interdepen-
dence of subsyatens will lead to a greater degree of currlcu-
lum continuity betueen the suhsystems. This hypothesis, of

course, remains to be tested.
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The Effect of Drganizational Structure on the Use of Facilities

A facility is thought of as en instrument which is signifi-
cant in thz sense that it permits a morve effective role perfor-
mance. Outside the framewark of role p=rformance, a facility
serves no useful purpose. A facility may be, anong other things,
a physical object, a cultural object, or a social object. Faci-
lities as social objects can be thought of as "the rights to tﬁe

sction of others and the obligations to perform the actipns ex-
(15)

pected by others...."

This portion of the study examines the relationship between
an organizational structure of functionally autonomous subsys-
tems and *he use of fecilities. In this case, the physical fa-
cilities are items of school inventory. The study also examinas
the relationship between structure and "the rights to the actions
of others.”™ That 1is, the rights of individuals in one subsystem
to use the sctions of individuals who are members of another sub-

system.

All of the public schools within thu'three educational sub-
systems in the city receive equipment and furniuhings foer wuhich
the director is responsible; A signiricant question ccncernes
the formation of a4halancn of inventory between the subsystems.

That is, when one subsystem has a shoriage and esnother a surplus,

*
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how are the exchanges made acvoss subsystem boundaries? Educa-

tional officials where fueried on this subject.

ticeo Director. "To my “nowledge there has never been an

official transfer of material between schools. he two }iceos
often loan material to each other, but only on a short run ba-
sis. HNo direcfor likes to see his eqguipment gona for long.
There is no way to transfer equipment between branchas. In

fact, we don't even know what they have over there."

Primary School Supervisor. "Sometimes we expect more stu-

dents in a spscific schaol than actuaslly enroll, so we have un-
used equipment. 1In cases such as this, I cen send the equip-
ment to another primary school on a loan besis., UWe cennot
transfer equipment between branches. The Hinistry would have

to do that."

There are instances when individual subsystems would bene-
fit from the cepability of crossing system boundaries with
equipment. For example, during the firsi few weeks af the
1968/1969 school year, the liceos where sé overcrouded that
many.students did not even have chairs. At the same time there
where several fully equippea and unused clessrooms in the pri-

mary schools. The high system boundaries did not permit & trans-

fer.
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There are slso instances when the primary schools could be-
nefit by a short or long run inventory exchange betueen subsys-
tems, In specific, the primary schoal subsystem could benefit
from the use of audia-visual aids, vehicles, mimeograph machines,

special maps, sports equipment, and- the like.

The other question concernes the effect of organizational
structure on the use of facilities as social objects. Hou does
the presence of functionally autonomous subsystems affect the »
"rights to the action of others.® The arrival of a guidance

specialist to Ciudad Guayana will serve as &n uxample.

The guidance specialist was assigned to work in one of the
two middle school subsystems. He is the only guidance specialist
in the city: In an interview, the uwriter askeﬁ him vhether or
not he could as3zist the primary sthools in setting up a guidance

program.

Guidance Specialist. "I am employed to work at this school.
I would not be eble to spend official timc working with other

branches because 1 am supposed to work here."

Because of the function2l autonomy between the educational
subsystem, the seme type or response would have to be given by
any epecialist assigned to a specific subsysiem. The services

of speciulists in areas such as health, curriculum development,
) .

31
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sudio-visual aids, in-service training, etc., would be unavail-

able across subsystem boundaries.

In terms of the use af physical and social fecilities, there-
fore, the low interdependence of subsystems tends to ereate dys-
functional forces which impede the maximization of goal attain-
ment. The high functional autonomy between subsystems inhibits
cross boundary exchanges of physical and social facilities pven
when the exchange would ke beneficial for the "whole." Teacher;,
therefore, are inhibited in4thgir role performance due to the lack

of facilities which are, in fact, present in other subsystems.

If a structural change were made which provided for a high
interdependence of subsystems (by creating a role which supersedes
branch boundaries), a confralling and coordinéting mechanism would
be present to initiaste boundary exchanges of facilities when thé
need exists. An appropriate hypothesis leading from the sbove
situation is that a structurel change from low to high interde-
pendence of subsystems will‘lead to an increaesed exchange aof fa-
cilities across subsysten bounderies. In a practical sense, the
high interdependence of subsystems might result in processes cuch

es centralized purchasing, storage, and maintenance.
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Conclusion

This study examines the relationship between arganizationsl
structure and elements of three socizl system processes: input,
output boundary exchanges, system production, and the use of fa-
cilities. The specific system procésses are enrollment pianning
and student placement, curriculum continuity, and the use of phy-
sical =nd social facilities. The orgenizational structure in
question is the decign usqd for educational subsystems at the

local level in Ven=zzuela.

The organizational structure ap the local level creates sub-
systems with high functional autonomy and low interdependence. It
was found that informal working relationships did not develop
even in those areas where each subsystem shoued a specific need

disposition toward the oiners.

The lack of coordinating and integrating furces between the
subsystems tended to result in fragmented processes of enroll-
ment planning and placement, curriculum continuity, and the use
of facilities. The fragmentation of processes was found to have
specific dysfunctional consequences which detrarted from the ma-

xinization of goal achlievement.

If a role which supers2des branch bounderies were created at

tha local level, the organizational structure would, of course,

4
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be changed. The new organizational structure would be charac-
terized by the presence of a mechanism which caould control and
coordinate a higher level of interaction across subsystem boun-
daries. The subsystews, thereifore, would be drawn touard an

integrated wholg.

The writer hypothesizad that the change in organizational
structure will result in more Functional processes of: (1) in-:
put, output boundary exchanges, (2) curriculum continuity, and
(3) the use of physical and social facilities. In shurt, il
fragrented processes whirh detract from gpal attainment wit:
give way to continupus processes which contribute to goal ot

ment.

£ Closing Hypathesis

The wriier cannot zlose without at least speculating c»
reason why the organizational structure of high functionally
autonomous subsystems is maintalned in its present form. i
doubt there are historic, economic, end even political forc
contributing toward the continued existence of the specific
ture. The writer would like to hypothzsize a socio-psychaolc

cal oxplanation.

2
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After interviews with over 100 educators representing all
hierarchical levels of the national educational system, the wri-
ter hypothesized that the educators perceive the subsystems as

being made up of physical objects. That is, the system is made

up of physical objects rather than interacting human beings. The
task of the leaders, therefore, is to find the right mix of ob-
jects to place .n each subsystem so that the waste is minimal. .
This approach is something like trying to put together the pieces
of 8 puzzlec so that there is no overlap or vacant spaces. Pieces

in the puzzle are teachers, students, buildings, and equipment.

Pracesces such as coordination, collaboration, and comauni-
’ [}

cation somehow Jo not seem to have the same importance when think-

"ing in terms of "ghysical systems." Responses lo problems, there-

fore, tend to come in the way of more physical parts for the sys-

tem, such as: more teachers, buildings, books, end equipment.

If the subsystems are seen as being made uvp of physical parte,
then the boundaries of thesé subsystems are seen as geares of @8
wheel which mesh et fixed points. With this mental perspective,
subsystems of high functional ahtonomy and low interdependence

seem to be normal as well as rational.

December 1869
MH/ist.-
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